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Sustainability is well-established in many companies' strategic postures. However, executing sustainability-related goals often lags at the operational level. This study analyses how decision-making processes in packaging development at different hierarchical levels are characterized in achieving a sustainability consensus.
This research focuses on the alignment of the strategic and operational levels of packaging development in relation to the integration of sustainability considerations. This materializes in a stakeholder perspective on packaging development and an analysis of targets aiming for the integration of sustainability considerations in such development processes. The involvement and decision making by internal stakeholders, the involvement of external stakeholders and sustainability target setting are considered as conditions causing the outcome of interest: levels of sustainability implementation on both the strategic and the operational levels of packaging development.
By using a set-theoretic method, we address that different compositions of stakeholder involvement and target setting might cause the same level of sustainability priority at the strategic and operational levels. For data analysis, we use a fuzzy-set qualitative comparative analysis (fsQCA) with empirical data derived from survey responses by packaging experts. This approach is motivated by its ability to address the complexity of the interplay of case characteristics within development processes.
The research findings provide several indications of a limited alignment of a company's strategic sustainability ambition with the operational activities of multidisciplinary packaging development teams. The insights on the sustainability-related configurations of stakeholders and target setting provide guidance for managing projects across the strategic and operational levels in improving sustainable packaging development.
| INTRODUCTION
Concerns about the negative environmental impact of human activity have fuelled corporate and governmental aims towards sustainable development. High-impact publications such as The Limits to Growth 1 and Our Common Future 2 showed the urgency of sustainability as a driver for development. In recent decades, the focus of sustainable product development has shifted from eco-efficient strategies to paradigms aiming for closed material cyclessuch as Cradle to Cradle 3, 4 and Circular Economy. 5 Currently, sustainability and circularity are increasingly considered as a source of competitive advantage for companies [6] [7] [8] and a key issue for company survivability. 9 As a result, strategic sustainability aims are well-established in many companies'
postures. Currently available research shows the alignment of both the strategic and the operational levels as a prerequisite for a successful integration of sustainability considerations in companies' new product development activities [10] [11] [12] aligning with stakeholder responsibility. 13 However, currently, the operationalization of sustainability aims in product development processes seems to lag. 14, 15 Within the fast-moving consumer goods (FMCG) sector, packaging is a high-profile topic when considering sustainable development.
Many companies address the development of product-packaging combinationsand specifically packaging as an isolated entityas a relevant issue in their corporate social responsibility (CSR) aims. 16, 17 Examples of company-wide CSR communications, which explicitly address packaging development, include Unilever's Sustainable Living Plan 18 and Coca-Cola's 'Sustainable Packaging' aims. 19 This study contributes to the discussion on the alignment of the strategic and operational levels of packaging development by analysing how decision-making processes at different hierarchical levels are characterized in achieving a consensus on the integration of sustainability. The involvement and decision-making processes by various stakeholdersboth internal and externalinfluence the priority setting for sustainability at both the strategic and the operational levels of development, as hinted to by previous research. 10, 20, 21 Building on this, we posit that the relative importance of these stakeholders differs across the strategic and the operational levels for prioritizing sustainability in packaging development processes.
By using a set-theoretic methodfocusing on combinations of case characteristics ('sets') instead of individual factorswe address that different compositions of stakeholder involvement at the strategic and the operational levels might cause the same level of sustainability priority. For data analysis, we use a fuzzy-set qualitative comparative analysis (fsQCA), 22, 23 with empirical data derived from 36 survey responses among Dutch packaging experts. By disclosing which combinations of internal and external stakeholder involvement and decision-making roles align with high levels of sustainability integration at the strategic level as well as the operational level, this study provides valuable guidance for managing projects across the strategic and operational levels in achieving a sustainability consensus in packaging development.
The following section outlines the theoretical background of this research. This covers an exploration of the strategic and operational levels of packaging development, the relevance of a stakeholder perspective on sustainable packaging development and this study's main propositions. Next, we describe our research approach and the main findings. The paper concludes with a discussion and conclusions of the findings and suggestions for further research on this topic.
| THEORETICAL BACKGROUND

| Strategic and operational sustainability
In contrast to the traditional perspective on sustainable development 
| Stakeholder perspective on sustainability
For the consideration of CSRwith sustainability in packaging development processes as a subdomainstakeholder theory poses a relevant research perspective. 7, 28 This relates to those groups and individuals who can influence development activities 13, 29 and jointly create value. 28 The appointment of multidisciplinary development teams is generally identified as a relevant factor for the successful integration of sustainability considerations in development processes 32 ]. On top of that, management commitment is essential for a successful integration of sustainability considerations. 11, 14, 33 When considering a supply chain as a cross-functional network of stakeholders, a product-packaging combination can be identified as a main element. 16, 34, 35 In this research, the stakeholder perspective is covered by internal stakeholders' involvement and decision making and involvement of external stakeholders in development processes. Although decision making by internal stakeholders measures which internal stakeholders are responsible for the process of selecting a suitable design direction from predefined options, involvement of internal and external stakeholders measures which stakeholders participate in the process of preparing and executing those design directions. For the stakeholder interrelations, we distinguish between exploratory stakeholders (aimed at identifying new opportunities; e.g. marketing, packaging development and product development) and exploitative stakeholders (aimed at exploiting existing expertise; e.g. management, packaging engineering and procurement) [36] [37] [38] [39] within packaging development processes. Even though we acknowledge that stakeholder groups can be covered by both categories, we define all analysed stakeholders as either exploratory or exploitative.
The relation between the stakeholder perspective on packaging sustainability and the alignment of the strategic and the operational levels shapes this research's first proposition:
Proposition 1. Configurations of internal and external
packaging development stakeholders that cause high levels of sustainability differ between the strategic and the operational levels.
| Packaging development target setting for sustainability
Packaging development has a subordinate role within 'generic' product development 40, 41 it can be regarded as a field with a limited maturity level. In this research, packaging development is regarded as a separate category within generic product development via two packaging-specific features:
• The primary functions of packaging: product protection, enabling distribution and use and communication about the contained products [42] [43] [44] ;
• The role of packaging as a facilitator within a product-packaging combination: it acts as a beneficial add-on to a product, the integrated entity fulfils functions during different steps of a supply chain. 41, 45, 46 The facilitator role of packaging results in a twofold environmental impact. 47, 48 The direct environmental impacts relate to the features of packaging itself as an isolated entity: for instance, regarding packaging material quantities and recyclability. Secondary environmental impacts of packaging relate to the role as a facilitator within a productpackaging combination. The primary functions of packaging should result in avoided negative product-related environmental impactssuch as product lossas a result of proper product protection, storage and transport. Because of this commensalism, it is incorrect to consider packaging in isolation from the contained product: a productpackaging combination is the relevant entity when considering sustainability. Therefore, we distinguish between targets aiming for inte- 
| METHODOLOGY
This study relies on a configurational approach, which assumes that configurations of case characteristics, rather than individual factors, cause the outcome of interest. [49] [50] [51] Contrasting to traditional regression analysis, it allows to analyse attribute configurations for a more detailed description of causality patterns. 51 Instead of considering the isolated net influence of each variable on the outcome, fsQCAthe approach applied in this researchexamines how variables combine to configurations to explain the outcome of interest [e.g. Ragin (2008) 22 and Woodside (2013) 23 ]. In this study, this relates to configurations that lead to high levels of sustainability integration with respect to the strategic and the operational levels. The use of fsQCA in the study at hand is motivated by its consideration of conjunction (i.e. the interplay of different attributes leads to the outcome) and equifinality (i.e. alternative combinations of attributes can lead to the same outcome). [51] [52] [53] [54] QCA is particularly suited for medium-N data sets (around 10 to 50 cases). 49, 55, 56 The application of fsQCA for this study is eventually motivated by this combination of the suitability for medium-N data sets and the complexity of the interplay of case characteristics in sustainable packaging development from the perspective of stakeholder involvement and target setting. 
| Data collection
| Measures
As outcome variables, we measure the levels of sustainability imple- For every category of conditions, we selected these six most mentioned options from the survey responses for further analysis.
| Data processing
Data was analysed using the software package fs/QCA 2.5, following the standard procedure of an fsQCA. 22 22, 51, 52 In order to reduce the truth table to only meaningful configurations, we defined thresholds for both the frequency and consistency levels.
The frequency level refers to the minimum number of cases that is required to consider a solution as causing the outcome. Because the present study comprises a relatively small sample size, one observation was set as threshold for the frequency level. In this study, the consistency levels range from 0.79 to 1.00 and are thus close to the generally recommended thresholds of 0.80 up to 0.95. 22, 52 Solutions above this consistency level are considered as being sufficient for causing the outcome of interest, whereas solutions below this consistency level are considered as not sufficient. 59 
| FINDINGS
The findings derived from the processed survey response data are presented in the following sections. In each section, we address the findings that are relevant to (part of) the propositions, partly by means of the appropriate sections of the truth table (Tables 2-5 ). Each relevant configuration is listed in a column according to the relation with strategic sustainability (S1, S2, etc.) or operational sustainability (O1, O2, etc.)each column represents one configuration, which consists of the presence or absence of core and peripheral conditions. For results presented in Tables 2-5, we used Ragin and Fiss's (2008) 60 notation (see Table 1 ), which derives from the interpretation of both In addition, the tables address the various configurations' parameters of fit 56, 58, 61 :
• Raw coverage: the degree to which a configuration explains the outcome;
• Unique coverage: the proportion of cases that can be explained exclusively by that configuration;
• Consistency: the degree to which a configuration is a subset of the outcome;
• Solution coverage: the proportion of the outcome explained by the complete set of configurations; and
• Solution consistency: the degree to which membership in the complete set of configurations is a subset of membership in the outcome.
| Internal stakeholder involvement
For the involvement of internal packaging development stakeholders, the configurations leading to high levels of either strategic or operational sustainability are different but share various similarities (Table 2 ). In all configurations, the involvement of marketing shows to be a critical condition. If the exploratory stakeholders are involved, packaging engineering is suggested as a relevant additional stakeholder for both levels of sustainability. For operational sustainability, this is complemented with an exclusion of procurement stakeholders.
Configuration S2 suggests high strategic sustainability resulting from the involvement of all stakeholders, with a non-defined involvement 
| Internal stakeholder decision making
When we further consider internal stakeholders, the configurations in Table 3 suggest decision making (or decisional participation 8 neering stakeholdersis suggested to result in high strategic sustainability (configuration S1) as is exclusive decision making by marketing and procurement stakeholders (configuration S3). Table 4 shows the configurations for both high strategic and operational sustainability in relation to the involvement of external stakeholders. For strategic sustainability, external designers are suggested as the most prevailing exploratory stakeholder to be involved. With regard to exploitative stakeholders, this holds for consumers and packaging materials suppliers. Exclusive involvement of packaging material suppliers (configurations S2 and O2) or the combined involvement of consumers and retailers (configurations S3 and O3) show to be relevant conditions for both high strategic sustainability and high operational sustainability. For high operational sustainability, the exclusion of competitors in combination with the involvement of the remaining analysed stakeholders is suggested as a relevant combination.
| External stakeholder involvement
| Target setting
In addition to the involvement of stakeholders, companies' targetsetting regarding sustainable packaging is a relevant factor in analysing sustainability priorities. Table 5 shows the configurations for targets aiming for integrated product-packaging development and targets related to an isolated perspective on packaging development. The configurations regarding strategic packaging development targets suggest two leading targets: a reduction of product waste (an integrative target) and minimalizing packaging material amounts (an isolative target). The configurations show that the remaining four targets are mutually exclusive for strategic sustainability. The high relevance of a reduction of product waste as a relevant strategic target is mirrored by its relevance as an operational target. The configurations suggest that also a minimization of packaging weight is a highly relevant operational target. The combined consideration of all analysed packaging development targets is suggested as a relevant configuration for both high strategic and high operational sustainability (configurations S4 and O3).
| DISCUSSION AND CONCLUSIONS
In this study, the notion of complexity of the integration of sustainabil- Prendergast and Pitt (1996) 20 and Wagner (2015) 21 ].
| LIMITATIONS AND FUTURE RESEARCH
A number of limitations can be identified in this research, related to the study design, the survey topics and the data analysis approach.
One significant limitation is the background information distributed in conjunction with the surveys. The respondents were aware of the researchers' focus on packaging sustainability, which might lead to answers biased towards higher levels of strategic and operational sustainability. Second, in the data analysis process, only the six most men- Second, the findings and conclusions as presented in this article may be valuable for other types of development, beyond packaging. The alignment of the strategic and operational levels of 'generic' product development and the integration of sustainability considerations in these processes can benefit from this research's focus on stakeholder theory and target setting and the added value of a configurational approach.
Finally, future research deriving from this study might focus on the practical interactions and interrelations within development teams.
In addition to regarding a development team as a collection of disciplines, considering integrated development teams might show to be a relevant factor in aligning the strategic and operational levels of sustainable packaging development.
